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Preface
This MAS practice aid is one in a series that addresses administrative
matters related to the provision of management advisory services (MAS)
to clients within the environment of a CPA practice. These documents
will be of particular interest and value to those who have administrative
responsibility for an MAS practice. They also will be useful to anyone
providing MAS as a CPA, whether as a sole practitioner or as a partner
or staff person in a single- or multiple-office CPA firm.
The information provided in this series may not be directly applicable
in every circumstance because the nature, organization, and operation
of MAS practices vary considerably. Professional judgment should be
used to adapt appropriate concepts or practices to the administrative
requirements of a specific MAS practice.
These practice aids do not establish binding standards or preferred
practices. However, MAS practice is subject to binding Statements on
Standards for Management Advisory Services (SSMASs). Therefore, MAS
practice administration as discussed in these documents may include
quality control matters as well as practice management matters.
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Scope of This Practice Aid
This practice aid provides a practitioner with information to successfully
start or further develop a management advisory services (MAS) practice.
This information is geared to—
• A sole practitioner or partners of a firm who are considering starting
an MAS practice.
• A sole practitioner or partners of a firm with an existing MAS practice,
whether or not the practice is formally defined as an MAS practice.
• A practitioner who is appointed or hired to develop or manage an
MAS practice for a firm.
• A person designated to manage a segment (for example, office or
territory) of a larger MAS practice for a multioffice firm.
This practice aid describes the characteristics, key success factors,
and stages of development of MAS practices, and it focuses on the initial
stages of development. It will be most useful to a practitioner or firm that
is in the early stages of MAS practice development and has decided to
increase its level of MAS activity.

Reasons for Starting an MAS
Practice
As the complexity and technological sophistication of the business en
vironment increases, there is a growing need for general as well as
specialized business counseling. By developing or acquiring the skills
and abilities required by an MAS practice, the CPA may be in a position
to better assist clients in reaching their goals. An MAS practice will en
hance the practitioner’s ability to meet the advisory needs of current and
potential clients.
An individual in practice (that is, a sole practitioner or a partner in a
firm) may seek to start or develop a personal or firm MAS practice to
accomplish any of the following:
• Fully utilize expertise that the practitioner or firm has developed.
• Strengthen the practitioner’s role as the client’s central advisor.
• Meet service expectations of existing audit, accounting, and tax
clients.
• Achieve practice growth by increasing services to existing clients and
acquiring new clients.

1

MAS Practice Characteristics
Success in starting or developing an MAS practice will depend, in part,
on the practitioner’s ability to understand the special needs, character
istics, and professional standards1of MAS and how MAS practice differs
from audit, accounting, and tax practice. Such characteristics are as
follows:
Nonrecurring nature. MAS work typically does not involve compliance
work that is repeated at fixed intervals (for example, monthly, quarterly,
or annually). Since the engagements are nonrecurring, personnel will
usually spend a greater percentage of their time in marketing MAS than
is normally expected in marketing recurring services such as audit, ac
counting, and tax work.
Need for broader skills. Successfully performing MAS engagements may
require more than accounting skills. MAS engagements generally require
a combination of specific analytic and process-oriented skills. Many MAS
engagements will benefit from the application of industry-specific or
function-specific skills.
Lower staff utilization. Chargeable hours per year are usually lower in
MAS practice than in other services, principally due to the increased
marketing effort and specialized skills required to maintain the practice.
Because of this, hourly rates for MAS services are usually set somewhat
higher than rates for other services.
Lower staff leverage. The ratio of staff to partner hours is usually lower
in MAS practice than in other services due to the industry-specific or
discipline-specific nature of MAS work.
Interactive client relationship. In applying MAS, the practitioner often
works with the client in a highly interactive manner to solve a problem
for the benefit of the client. In compliance work, however, the practitioner
serves as an impartial party for the benefit of third parties. Since the
working relationship differs in these two areas, the client needs to be
convinced of the potential benefits of both the engagement and the im
plementation of recommended changes.

1. The AlCPA has issued Statements on Standards for Management Advisory Services and
Statements on Standards for Attestation Services. These statements are authoritative, and
the practitioner engaged in MAS activities needs to be familiar with both of them since the
technical skills of MAS practitioners may be applied in engagements that would be subject
to both attestation and MAS standards.
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Wider client base. MAS engagements are often undertaken outside of
the firm’s existing accounting, audit, and tax clients. In fact, in an MAS
practice, such nonclient work is often necessary to take full advantage
of the particular skills of the firm’s staff and to achieve economic success.

Stages of MAS Practice
Development
MAS practice development has several distinctive stages. An awareness
of four stages of MAS practice development permits a firm to identify its
current situation and to develop a plan for the future of the MAS practice.
The stages are described here as an aid to understanding the interacting
factors that affect the development of an MAS practice. A practitioner or
firm might conclude that any one of these stages is a preferable mode
of operation at present and perhaps indefinitely. But not every firm falls
neatly into one of these stages of MAS practice development; nor will all
firms necessarily progress through all the stages. It is not necessarily
desirable to do so.

Latent Stage
In the latent stage no separate marketing exists in the firm relative to MAS
activities. The practitioner or firm may be providing MAS, but such ac
tivities are not differentiated from other services because the work is
performed incidental to other services for existing clients. MAS activities
are likely to be provided on a nonrecurring basis as a particular situation
arises, and the practitioner or firm feels competent to do the work.
Typically, the nature of MAS activities is in the form of consultations
or small engagements,2 and no one person is designated as an MAS
practitioner or assigned MAS responsibility.

Informal Stage
In the informal stage at least one person, usually a partner, is assigned
part-time MAS responsibility. Certain activities, such as assisting clients
with microcomputers, may be separately Identified as MAS activities and
distinguished from other services. Accordingly, such selected activities
begin to be referred to MAS personnel.
2. For definitions of consultation and engagement, and guidance on applying certain gen
eral and technical standards to both types of services, see Statements on Standards for
Management Advisory Services Nos. 1, 2, and 3.
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Most MAS activities are developed from within the existing client base,
and policies and procedures pertaining to them remain informal. Mar
keting of MAS occurs in conjunction with or is appended to the marketing
efforts for other firm services.

Formal Stage
In the formal stage the MAS function takes on an existence of its own
and becomes an integral part of organizational structure. There is a part
ner in charge of MAS and full- or part-time MAS personnel. Management
advisory services are identified, developed, and marketed separately
from other services, and MAS policies and procedures are formalized.
In this stage the MAS area has to justify its existence and is no longer
thought of as an auxiliary service to complement the rest of the organi
zation. The focus shifts from consultations to MAS engagements, with
the intent to expand engagements. Generalist consultants are usually
supported by function or industry specialists on either a full- or part-time
basis.

Diversification Stage
In the diversification stage the MAS function may become multioffice,
depending on the number and size of the offices the firm has already
established for its accounting, audit, and tax clients. Additional areas of
functional and industry expertise are gradually added to the MAS ca
pability, and heavier emphasis is placed on marketing larger MAS en
gagements to nonclients. Some MAS specialists may have an individual
partner-in-charge. The changing aspects of MAS practice development
are highlighted in answers to the sample questions in exhibit 1, “Stages
of MAS Practice Development.’’

Key Factors for Success
In starting and developing an MAS practice, the following factors (not
necessarily presented in order of importance) can enable the practitioner
or the firm to successfully and profitably offer MAS on a continuing basis.

Commitment
Developing the MAS function requires a commitment of adequate phys
ical, financial, and human resources. Financial commitment includes re
alistic expectations about the investment necessary to develop the MAS
practice as well as the length of time required to recover that investment.
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Exhibit 1

Stages of MAS Practice Development
Latent

Y

Y

Y

Y

Y

Y
Maybe

Y
Y

Y
Y

N
N

Y
Maybe

Y
Y

Y
Y

N

Maybe

Y

Y

N

N

Y

Y

N

N

Y

Y

Is there an MAS partner—
Part-time?
Full-time?

Is marketing of MAS
activities separate from that
of other firm services?
Does the firm distinguish
between functional and
disciplinary MAS
specializations?

Formal Diversification

Y

Maybe
Do MAS activities exist?
Are MAS activities identified
as such?
Maybe
Is there an MAS staff person—
N
Part-time?
N
Full-time?

Are engagements
emphasized more than
consultations?
Is there a separate MAS
organizational structure with
defined policies and
procedures?

Informal

N

Maybe

Y

Y

Is there a heavy emphasis
on consulting with new
clients?

N

N

Maybe

Y

Are there a number of
different MAS specialties?

N

N

Maybe

Y

Are MAS people located in
more than one office?

N

N

N

Maybe

Y = yes, N

no

Leadership
Strong leadership with significant organizational support is critical. Initi
ative and advocacy are two elements of leadership necessary for de
veloping an MAS practice.
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A commitment of partner leadership to MAS is the first true evidence
that a significant effort will be made to develop this type of practice. Such
leadership is necessary if the MAS planning and implementation efforts
and subsequent administration are to be carried out successfully. It also
demonstrates the commitment of the firm and provides a means of en
suring continuity with the other elements of the firm’s practice.
Partner leadership at the beginning of the development effort is im
portant to achieve satisfactory financial performance for the MAS practice
as well as for the firm. It also sets the stage for practice growth. In a more
mature MAS practice, such leadership usually sustains the firm’s com
mitment to MAS and encourages expansion of both the practice and the
firm.
The degree of partner involvement may vary significantly during the
process of developing an organized MAS practice. If a nonpartner is
assigned initial responsibility for conducting the MAS practice, for ex
ample, it is important for this individual to receive strong partner support.

Philosophy
The attitudes of firm personnel can enhance the potential success of the
MAS practice development effort. Some examples of ways in which to
promote growth of the MAS function are as follows:
Cooperative attitude. The practitioner or firm adopts the practice of al
lowing MAS personnel to have appropriate access to the existing client
base.
Proactive style. The practitioner or firm attempts to influence events be
forehand; this attitude is in contrast to a reactive style in which the prac
titioner or firm waits until something has happened before taking action.
The proactive style facilitates MAS practice development.
Client-centered service. The practitioner or firm works with the client in
a highly interactive manner. Successful MAS activity often occurs when
this style is used because it emphasizes client needs.
Orientation toward marketing. The firm develops the MAS practice by
marketing it.
Adaptability. The firm demonstrates a willingness to be flexible or support
change because it acknowledges MAS is a very different business from
compliance work.
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Business Plan
Developing a sound strategic business plan for MAS activities3is a critical
factor in starting and developing a successful MAS practice. The MAS
business plan is necessarily predicated on and integrated with the firm
wide strategic plan.

Planning for an MAS Practice
An MAS strategic business plan responds to specific existing practice
situations and a firm’s intended future direction. The following elements
need to be considered:
•
•
•
•
•
•
•
•

Situation analysis—philosophy and existing practice
Mission statement
Operating goals
Practice development
Organization and administration
Financial planning
Personnel planning and training
Marketing and MAS services

Situation Analysis— Philosophy and Existing Practice
The professional and business philosophies of the sole practitioner or
partnership and the existing practice mix are significant factors in choos
ing an effective approach to develop an MAS practice. It is appropriate
to evaluate the existing practice base in-house in terms of the types of
clients and the services provided to them as well as to determine the
types of services needed in the future. In addition, it can help to conduct
a market study for the firm’s current, proposed, and potential services.
Another important factor is analyzing the specialization of the firm’s ex
isting partners and professional staff by industry and function (that is,
audit, tax, and MAS) in light of MAS services to be offered. A final con
sideration is to pinpoint any differences between the firm’s operating
philosophy and the MAS practice.

3.
Strategic planning for professional practices is similar to strategic planning for other
businesses. For additional information, refer to MAS Small Business Consulting Practice
Aid No. 6, Business Planning (New York: AlCPA, 1986).
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Exhibit 2, “ Practice Situation and Philosophy Questionnaire,” contains
a sampling of questions that the partners of a CPA firm need to resolve
before deciding on whether to start an MAS practice.

Exhibit 2

Practice Situation and Philosophy Questionnaire
To what degree do key firm members specialize by industry or functional area?
What is the size of the firm’s clients and engagements, and how does this differ
from overall firm direction?
What is the firm’s personnel leverage ratio (staff to partner hours)?
Are clients being billed for additional services outside the scope of recurring
audit or tax work?
What percentage of existing firm service volume is recurring compared to that
which is nonrecurring?
How formally is the firm presently organized?
What are the professional goals of the existing management group?
What services do existing clients need that are not presently provided by the
firm?
For existing clients, what is the mix of compliance services and advisory services?
What percentage of the firm’s service volume is rendered to clients that use the
services of more than one CPA firm?
What are the firm’s goals and operating history in terms of—
•
•
•
•
•
•
•
•

Profitability?
Realization?
Utilization?
Chargeability?
Write-offs?
Growth?
Financial investment in the firm?
Prior efforts to diversify services offered?

Do the partners want to start or expand an MAS practice in order to—
•
•
•
•
•
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Satisfy client needs in order to retain them?
Increase the off-peak chargeability of professional staff?
Increase the firm’s exposure in the community?
Compete more effectively with other firms?
Increase the firm’s services?

• Enter new industries?
• Promote staff job satisfaction by providing a variety of engagements?
Who are the firm’s key competitors?
What is the firm’s competitive position within its defined market and where does
it plan to go in terms of—
•
•
•
•

Size and growth?
Industry market penetration?
Nature of clients?
Services?

Mission Statement
The mission statement in a business plan expresses, in a few words, the
purpose of having or developing an MAS practice in the firm. Although
this statement may require annual review, it is best assessed in a long
term context. This element of the plan may prove difficult for the existing
partners to agree on, because it is the platform on which the balance of
the business plan is developed.

Operating Goals
While the mission statement is not expressed in terms of a time frame,
goals are. Each goal needs to be sufficiently specific and quantitative to
be measurable. Goals can be defined and reevaluated on a short- and
medium-term basis. For example, the number of engagements estimated
for clients in a specific industry might be expressed in terms extending
over one, three, and five years.
Specific goal setting depends on the mission and direction of the
consulting practice. The goals need to be neither too easy nor too difficult
to achieve. In addition, goals will likely change significantly each year,
as actual experience provides additional input to the goal-setting pro
cess. Some areas in which to establish goals might include the following;
• Overall dollar volume and hours of MAS services
• Sources of work:
—The traditional, recurring client base
—Recurring clients of other CPA firms
—Additional engagements from consulting clients
—Referrals from consulting clients
— Initial contacts of consulting personnel
—Responses to requests for proposals (RFPs)
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• Numbers of engagements defined by functional type (for example,
systems design or financial feasibility studies) and by industry
• Size of engagements
• Dollar volume of services associated with segments defined above
• Percentages of local versus out-of-town work
• Number or percentage of nonconsulting engagements obtained by
MAS personnel
• Chargeability by level of personnel
• Collectibility on consulting services
In addition to determining goals that the practice would like to achieve
during a given year, a firm may decide to develop an operating work
plan. Such a plan reflects the MAS practice’s strategic choices and in
dicates new approaches that will be implemented in the future, thereby
determining—
• The volume of consulting and other services marketed or delivered
to clients.
• Changes in the service portfolio (for example, phasing out a service,
introducing a new product, or beginning work in a new sector).
• Staff recruitment or training requirements.
• Volume and orientation of promotional and marketing activities.
• Other measures needed to implement the work program and to pre
pare for the future (for example, research and development and or
ganizational changes).
By analyzing business trends and evaluating the competition, the
consulting firm can assess its current strengths and weaknesses to de
termine growth targets.

Practice Development
In developing an MAS practice, one of the most important considerations
is promoting these new capabilities within the firm. Accordingly, the audit
and tax staff need to understand the nature of the services that will be
offered to their clients and the resources available to them. This under
standing of available services facilitates the internal referral process for
consulting opportunities and enhances the growth of the MAS practice.
Since most consulting work comes from the development of profes
sional relationships, successful practitioners will cultivate personal con
tacts in the target market. These personal contacts might include—
• Community leaders and government leaders.
• Industry executives.
• Bankers, attorneys, and consultants with complementary skills.
10

• Academicians.
• Insurance agents and brokers.
Once established, contacts can recommend the firm for engagement
opportunities within their companies for years to come. In fact, system
atically tracking former client executives as they move into new positions
is an excellent way to obtain repeat business.
Management seminars, another practice development technique, are
effective public relations activities because the sponsor—in this case,
the firm—mails the seminar brochures to a wide target audience, with a
fairly large number of people usually attending. MAS practitioners will
want to conduct seminars relevant to target markets identified by the firm.
As a practical matter, the seminar participants are often not in a position
to retain the consultants: however, they can often make recommendations
or influence such decisions.
Membership in professional organizations serving target markets of
the MAS practice may also be useful. Such professional associations not
only enhance the credentials of the practice, they also present oppor
tunities for specific client development.
In addition to these general practice development activities, the firm
may engage in client-specific activities when it identifies a prospective
engagement and there appears to be a clear match between the pro
spective or existing client’s needs and the firm’s service capabilities.
Client development activities may take a variety of forms. To stimulate
MAS, a firm can do the following:
• Propose small projects with limited scope to help build client confi
dence in the MAS practitioner or firm. Completing these projects may
overcome doubts that a prospective or existing client may have about
engaging the MAS practitioner or firm for more significant projects.
• Prepare management letters in audit engagements that clearly reflect
the practitioner’s or firm’s knowledge of the client’s business and that
indicate specific problem areas requiring assistance.
• Respond to requests for proposals, which may be either written or
verbal, addressing specific needs.
• Encourage audit and tax professionals who have knowledge of clients
to identify opportunities for MAS work.

Organization and Administration
Good organization and management of the MAS practice within the firm
are necessary ingredients in quality MAS work. In most firms, recurring
relationships with existing clients are managed by audit or tax partners.
These partners’ perceptions of the MAS department’s ability to manage
its operation and provide knowledgeable and responsive client service
will have a critical influence on internal referrals and MAS practice growth.
11

Many of the key elements in organizing and administering an MAS
practice, such as MAS project management tools and an MAS practice
development plan, are similar to those in other parts of the firm’s practice.
For example, a well-structured MAS practice might have these formalized
programs; engagement control,4 continuing professional education, and
recruiting and retention.
Time reporting, billing and collection systems, budgets, and monthly
financial statements for the MAS practice can be maintained separately
from records on other firm services. In addition, MAS departments can
operate independently with their own personnel scheduling and control
systems and performance appraisal processes.
In order to establish and develop an MAS practice, a firm needs to
determine MAS organizational and administrative policies. The following
questions are a sampling of the considerations a firm may have in drawing
up such policies;
Who hires and terminates MAS personnel?
How has the firm structured itself to admit non-CPAs into ownership
positions?
Who is authorized to sign for the firm?
Who sets fees?
What limits are set on the services offered?
Who reviews and approves client communications?
Who approves proposals and final reports?
Who is responsible for the billing function?
Hopefully, these matters are already covered in the firm’s normal
policies and procedures. However, experience shows that some firms’
policies are not adequate when starting an MAS department that may
perform additional, and often very specialized, services for both new and
existing clients.

Financial Planning
Like any business, an MAS practice has financing needs. The financing
may be internal through investment by the owners or may be external
through funds borrowed from other sources. The operating budget is the
basic management tool for controlling financial operations. In preparing
the budget, the firm includes all expenses it expects to incur during the
budget period. It adjusts billing and collection at a level required for
recovering expenses and ensuring an adequate profit. Financial planning
4. See MAS Practice Administration Aid No. 1, Developing an MAS Engagement Control
Program (New York; AlCPA, 1984).
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may show that lower profits are a result of higher costs. In such a case,
management can determine the most effective method of controlling
these costs, thereby avoiding the risk of charging excessive fees. If
growth in operations and income is planned, financial analysis should
reveal how expenses will increase.
At least once a month the MAS department prepares a cash flow
forecast. This forecast projects billing and receipts from work in progress.
It allows for cyclical changes normally associated with a consulting prac
tice, calculates how the firm is doing relative to its financial plan, and
determines whether the firm can meet its MAS financial commitments.
With the cash flow approach, there are recurring monthly costs and
expenses that have to be budgeted. A determination is made about how
long it would take to generate a level of income to cover or exceed these
monthly costs. It is wise to have funds for three to four months’ expenses
available as initial capital funds. Many consultants obtain retainers at the
beginning of a consulting assignment to help cover these recurring
monthly costs.

Personnel Planning and Training
Short- as well as long-range MAS personnel planning is essential in de
veloping a consulting practice. It is important to address the need for
specialized training to match the types of services offered. The MAS staff
represents the consulting practice, provides services to clients, and de
velops future business. They also determine the level of success, the rate
of growth, and the direction of the consulting practice.
The criteria for MAS staff selection should be based on stated busi
ness objectives. For example, if the goal is to carve a niche in the small
business consulting market, the firm carefully selects a consulting staff
of people with strong small business experience, effective communication
skills, and an entrepreneurial management style.
Once the firm clearly understands the objectives of the MAS practice,
it can develop a firm profile to serve as a guide in identifying and mea
suring the growth stages of that practice and taking corrective actions
when necessary. This firm profile can be specific enough to show the
planning of daily business activities, markets developed, and long-range
plans.
The firm can also develop a position profile that describes each MAS
position, including the role it plays in the practice and the responsibilities
and duties of that position.
A third profile will center on the individuals to be placed in MAS
positions. It will consider the type of people best qualified to carry out
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the business objectives and their academic credentials, experience, per
sonal traits, and characteristics.
Educational requirements will be based on the nature of the consulting
practice. The experience factor must be evaluated carefully in terms of
a proven track record, progression of decision-making responsibility and
project management, and refinement of analytical skills. Personal traits
and characteristics are also critical for establishing client relationships.

Hiring Considerations
Some of the key issues the firm may have to address in personnel hiring
for MAS are as follows:
• What kinds of expertise does the practice need; generalists or spe
cialists?
• How many people, and at what levels, does the practice need and
when?
• Should recruiting efforts be tied directly to, or be independent of, the
actual level of engagements secured? This can influence the time
necessary to increase the practice to a leverageable size as well as
to avoid having idle personnel.
• What kind of image and reputation does the firm plan to develop and
project?
• How and from where will the firm attract people?
• To what extent is the firm committed to staffing MAS engagements
with audit and tax personnel when they are qualified?
• Can some personnel needs be met through cooperative engage
ments?
• Will non-CPA personnel have a career path? How will the firm orient
these people to the standards and practices of the firm and the profes
sion?

Sources of MAS Personnel
While there is no best source of MAS personnel, the following consid
erations will determine the sources in a given situation:
• Will campus recruiting be an effective means of staffing the MAS
practice at the current stage of MAS practice development?
• Will recruiting experienced personnel be necessary? If so, MAS ex
pertise may be found in the following:
— Industry
— Existing firm staff
— Other CPA firms
14

— Other consulting organizations
— Government
— Universities
— Retiring executives

Characteristics of MAS Personnel
An AlCPA MAS body-of-knowledge study has described the recognizable
characteristics of MAS practitioners. A critical characteristic is the ability
to gain the confidence of actual and potential clients, at all managerial
levels, and other MAS professionals. A confident relationship makes twoway communication possible with clients and other experts and allows
the consultant to be persuasive and influential in areas important to ex
ecution of the engagement.
Planning an engagement, from formulating the proposal to delivering
final recommendations, including appropriate documentation, is another
activity essential to effective MAS practice. A good planner will assimilate
information rapidly and fit it into a reasonable assessment of the situation,
identify skills and specializations needed, recognize and utilize the skills
of others, and schedule the work for timely completion.
In addition to being a good communicator and having organizational
skills, a successful practitioner will be flexible. Flexibility enables the
consultant to change focus from one client’s problems to another’s quickly
and without mental slippage, remember details, know his own limitations
(as well as those of others), and quickly correct or adjust for them in the
engagement.
According to the AlCPA study, MAS consultants must be able to
accept professional or personal criticism, whether fair or unfair, without
feeling threatened and deliver criticism constructively in a nonthreatening
way.

Functional Skills
A firm needs to hire consultants with education, skills, and experience in
the following functional areas;
•
•
•
•
•
•
•

Operations
Financial analysis
Marketing
Research
EDP
Human resources
General business planning
15

Industry Knowledge
MAS practitioners typically acquire their industry knowledge through prior
work experience, including training and experience in audit and taxation
within the practice of public accounting and work in the private sector,
where they have held positions such as controller, treasurer, human re
source administrator, operations manager, and so on. Industry seminars,
workshops, and university programs are other ways practitioners may
acquire knowledge.

Generalists Versus Specialists
Generalist consultants, the diagnosticians of the profession, possess the
requisite education and executive experience in functional business
areas to tackle a broad range of client problems. They believe that certain
management fundamentals are required to run any business successfully.
Such fundamentals include strategic planning, organization, marketing,
production control, financial control, compensation, and communications.
Generalists tend to have a broad perspective on complex problems at
top management levels and prepare a comprehensive diagnosis before
presenting their recommendations.
Specialist consultants, on the other hand, focus their efforts on a
specific activity. They acquire their in-depth knowledge, which enables
them to solve technical problems, through extensive training and expe
rience in a specific area. If a client is relatively clear about a problem
and the problem is confined to a technical discipline, then the specialist
is the logical choice to perform the task.

Cooperative Engagements
Sometimes a firm may find it beneficial to minimize its risk by meeting
part of its personnel requirements for specific projects through cooper
ative engagements.5 This type of arrangement offers an opportunity to
pursue large projects using expertise outside the firm to complement the
expertise of the firm that is developing an MAS practice.

Career Paths
Many CPA firms find it necessary to employ non-CPA professionals, such
as engineers, data systems professionals, and human resource admin
istrators, to provide a full range of consulting services or handle certain
functional areas of expertise. To retain these people, the firm needs to
provide a career path for them, even though they are not CPAs, and
5. See MAS Practice Administration Aid No. 2, Cooperative Engagements and Referrals
(New York: AlCPA, 1986).
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ideally, also offer a clear opportunity for the equivalent of partnership
status within the firm. Laws regulating CPA practices differ from state to
state on this matter, and legal advice may be necessary. In addition,
non-CPA personnel must be informed about the ethical constraints and
practice requirements of the profession and the firm. (A basic reading
list and appropriate self-study materials prepared by the firm, the AlCPA,
or the state society are excellent ways to familiarize non-CPAs with these
matters.)

Marketing MAS Services
To attract clients, an MAS practice needs to design and execute a careful
marketing plan. Such an effort involves understanding the business is
sues of the client’s marketplace. This may be accomplished in a number
of ways, for example, making social contacts with potential clients by
attending and participating in management conferences, sponsoring
workshops, joining various business and civic associations, and being
present at cultural and recreational activities. Third-party referrals also
play a major role in MAS practice development. The primary purpose of
developing relationships with third-party referral sources is to build a
communications network that provides significant information about ex
isting and prospective clients. The relative importance of any particular
group of referral sources depends on the nature of the firm’s practice
and its long-term goals.
Marketing devices should be appropriate for the type and range of
client the firm wants to attract. Several marketing devices are as follows:
• Firm newsletters can promote current or new MAS services to existing
or prospective clients. They may describe all the services the firm
offers or may be exclusively dedicated to MAS. The newsletters may
be distributed to current and prospective audit, accounting, tax, and
MAS clients.
• MAS brochures can describe the firm’s MAS services in general or
may focus on one or more MAS services (for example, microcomputer
consulting). The brochures may also be distributed to current and
prospective audit, accounting, tax, and MAS clients. The AlCPA MAS
division issues low-cost brochures of this type.6
• Notices in industry and trade association publications at the national
or regional level can reach many potential clients in targeted indus
tries.
6. See the AlCPA brochures entitled The CPA and Management Consulting (1981) and
Before You Decide on a Computer Consult With Your CPA Because . . . (1987).
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Exhibit 3

Marketing Checklist
Have key clients been identified?
Have client retention plans been developed?
Have plans been undertaken to expand services to key clients?
Have client-centered communications been devised and implemented?
Have present client referrals to potential clients been pursued?
Have key referral source contacts—such as client alumni, attorneys, and
bankers— been established?
Have key civic organizations, social groups, and trade associations been
identified?
Have leadership roles in key organizations been pursued?
Has an ideal potential client profile been defined?
Have potential clients been identified and prioritized?
Have timely, client-centered proposals been developed?
Have trade journals, magazines, and other publications been used as tools for
advertising the practice’s services?

Since the firm’s public image is a critical aspect of successful business
development, it is important that the firm focus on specific resources it
can bring to clients. Image building is greatly influenced by the marketing
strategy of the consulting practice. Exhibit 3, “ Marketing Checklist,” con
tains a number of questions to help determine whether marketing efforts
are directed properly.

Conclusion
Most CPA firms and sole practitioners provide clients with MAS services
in the form of MAS consultations and, perhaps, occasional MAS en
gagements. Starting an MAS practice requires a conscious decision to
identify the MAS work currently being performed and to expand the
number and type of MAS consultations and engagements. Further de-
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velopment of an MAS practice may entail hiring MAS personnel and
establishing an MAS department within the firm.
The most effective way for a practitioner or firm to start or develop an
MAS practice is to initially prepare a business plan. When starting and
developing an MAS practice, the practitioner needs to understand the
unique characteristics of an MAS practice, the key success factors, and
the stages of development. Other important steps are assuring that all
personnel who will be involved in the effort understand the differences
between MAS practice and other services provided and that the effort
will receive the necessary leadership and support.
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